In recent years, scholars and practitioners have increasingly recognized the importance of effective human capital management for organizational performance (Grant, 1996; Hitt, Biermant, Shimizu, & Kochhar, 2001 ). In particular, strategic human resource management (SHRM) scholars have suggested that organizations can use performance-and commitment-oriented human resource (HR) practices to drive organizational effectiveness (Becker & Gerhart, 1996; Dyer & Reeves, 1995; Wright, Dunford, & Snell, 2001 )-a claim now supported by a large body of field research (e.g., Delery & Doty, 1996; Huselid, 1995; MacDuffie, 1995) , as well as subsequent confirmatory reviews and meta-analyses of this literature (e.g., Combs, Liu, Hall, & Ketchen, 2006; Wright, Gardner, Moynihan, & Allen, 2005) .
In recent years, scholars and practitioners have increasingly recognized the importance of effective human capital management for organizational performance (Grant, 1996; Hitt, Biermant, Shimizu, & Kochhar, 2001 ). In particular, strategic human resource management (SHRM) scholars have suggested that organizations can use performance-and commitment-oriented human resource (HR) practices to drive organizational effectiveness (Becker & Gerhart, 1996; Dyer & Reeves, 1995; Wright, Dunford, & Snell, 2001 )-a claim now supported by a large body of field research (e.g., Delery & Doty, 1996; Huselid, 1995; MacDuffie, 1995) , as well as subsequent confirmatory reviews and meta-analyses of this literature (e.g., Combs, Liu, Hall, & Ketchen, 2006; Wright, Gardner, Moynihan, & Allen, 2005) .
However, studies of the HR-performance relationship have provided limited insight into the effects of high-performance HR systems on the more proximal employee outcomes that they are likely to affect most directly (Dyer & Reeves, 1995) -thereby leading to gaps in the field's understanding of the mechanisms linking HR practices to performance and resulting in calls in the SHRM literature for research attention in this area (e.g., Becker & Gerhart, 1996; Takeuchi, Chen, & Lepak, 2009; . Although a few recent empirical studies have provided support for the claim that high-performance HR practices work most immediately through employee attitudes and behaviors-such as job satisfaction, affective commitment (Gong, Law, Chang, & Xin, 2009; Takeuchi et al., 2009 ), serviceoriented citizenship behaviors, turnover (Sun, Aryee, & Law, 2007) , and social exchange (Takeuchi, Lepak, Wang, & Takeuchi, 2007) -recent theoretical work on the HR-performance causal chain suggest that these studies may oversimplify the relationships between HR practices and employee outcomes (e.g., Bowen & Ostroff, 2004; Nishii & Wright, 2008) . In particular, some SHRM scholars have argued that HR practices are likely to have desired consequences on employees' attitudes and behaviors only to the extent that they are consistently experienced and perceived by employees in intended ways (Bowen & Ostroff, 2004) . Furthermore, empirical work has demonstrated that employees' perceptions of HR practices significantly vary from managerial reports of the HR practices in use (Liao, Toya, Lepak, & Hong, 2009 ). Thus, whereas recent empirical studies linking managerial reports of highperformance HR practices to employee outcomes are methodologically consistent with previous SHRM research and valuable for their contribution to our understanding of the beginning steps of the HR-performance causal chain, additional work is still needed assessing the role of employees' perceptions of HR practices in determining their attitudinal and behavioral outcomes (Nishii & Wright, 2008 ; for a recent empirical article examining outcomes of employees' attributions of HR practices, see Nishii, Lepak, & Schneider, 2008) . Such an investigation would allow us to determine whether employees' collective subjective experiences with HR practices are a critical mechanism through which an HR system affects outcomes of interest.
In light of these extant research needs, the purpose of the present article is threefold: first, to propose a model explicating the effects of employees' collective perceptions of highperformance HR system use within their job groups on important employee attitudinal and behavioral outcomes; second, to provide theoretical and empirical rationales for aggregating employees' HR practice perceptions to the job group level; and, third, to present results from a multilevel mediation analysis in which relationships at the job group and individual levels are computed separately but simultaneously in a single empirical model. We propose that support for our model would point to the theoretical and practical importance of employees' reflections on their job groups' collective experiences with HR practices-thereby suggesting a need to extend the SHRM focus beyond HR system design, to consistency and effectiveness in HR practice employment. We begin by briefly examining the SHRM approach; we then proceed to underscore the need for research on the relationship between employees' perceptions of high-performance HR practice use and attitudinal and behavioral outcomes (highlighting, as key outcomes of interest, affective organizational commitment, organizational citizenship behavior, intent to remain with the organization, and absenteeism); and, finally, we discuss the significance of considering employees' perceptions of HR practices in use at the job group level. From here, we present our theoretical model, discuss the employed methodology in testing our predictions, and report our empirical results. We conclude by discussing the implications of our findings and by proposing possible directions for future research in this vein.
Background and Hypotheses

The SHRM Approach to HR Practices
Two key themes characterize the SHRM literature and dominate the focus of work in this area: First, coherent systems of mutually reinforcing HR practices are likely to better support sustainable performance outcomes than are any individual practices (Delery & Shaw, 2001; Dyer & Reeves, 1995) ; second, all HR systems are not equally effective (Arthur, 1994; MacDuffie, 1995) . Thus, substantial research in the SHRM realm has sought to pinpoint characteristics of an optimal HR system for attaining competitive advantage, with support for a high-performance approach to HR management emerging from this stream.
Although the specific HR practices included in high-performance HR systems have varied across studies, a commonality across practices in any high-performance approach is a focus on promoting workforce ability, motivation, and opportunity (see Applebaum, Bailey, Berg, & Kalleberg, 2000; Combs et al., 2006) to perform behaviors consistent with organizational goals. Given these commonalities and our review of HR practices examined in previous research in this area, we constructed a list of 15 HR practices reflecting a high-performance HR approach for this study. In particular, we included ability-enhancing practices, such as formal selection tests, structured interviews, hiring selectivity, high pay, and training opportunities; motivation-enhancing practices, such as rewards based on individual and group performance outcomes, formal performance evaluation mechanisms, and merit-based promotion systems; and opportunity-enhancing practices, such as formal participation processes, regular communication and information-sharing efforts, and autonomy in work-related decision making.(e.g., Combs et al., 2006; Delery & Shaw, 2001; Huselid, 1995; Sun et al., 2007; Way, 2002) . Dyer and Reeves (1995) posited four sequential levels of impact of HR practices-HR (or employee), organizational, financial, and market-suggesting that HR practices are likely to work outward (and upward) through these levels and hence, most immediately, through their effects on employee attitudes and behaviors. Similarly, Becker, Huselid, Pinckus, and Spratt (1997) suggested that HR practices influence the behaviors of employees, which then affect operational, financial, and share price performance outcomes. Thus, both sets of authors suggested that a thorough understanding of the relationships between HR practices and employee outcomes is critical to our ability to draw logical inferences concerning the HRperformance causal chain as a whole. We seek to make our primary contribution in this area.
Studying Employees' Perceptions of HR Practices and Assessing Proximal Outcomes
In particular, as noted above, employees' attitudinal and behavioral responses to an HR system depend on the HR practices that employees perceive to exist in their work context (Bowen & Ostroff, 2004) . Because employees' perceptions of HR practices necessarily follow managers' HR practice implementation (Nishii & Wright, 2008) , employees' HR practice perceptions are temporally closer to, and consequently likely to be more predictive of, their attitudinal and behavioral outcomes than are HR practice ratings as provided by managers. Furthermore, as we discuss, employees' perceptions of HR practices are likely to influence and be influenced by the experiences and perceptions of their coworkers. Thus, in this article, we consider the proximal effects of employees' perceptions of HR practice use in the aggregate (at the job group level). Although recent studies have considered various employee attitudinal and behavioral outcomes of high-performance HR systems, research remains scarce explicitly examining, in the same study, the impact of HR practices on both these outcomes. Thus, the causal sequence by which high-performance HR practices are likely to affect key employee attitudes and then employee behaviors (likely then, as we argue) requires further theoretical and empirical attention, which we provide. Specifically, we consider the attitudinal outcome of affective organizational commitment and the behavioral (or behavior-oriented) outcomes of organizational citizenship behavior, intent to remain with the organization, and absenteeism, for a number of reasons-namely, their relevance, importance, and generalizability. First, high-performance HR systems rely on the creation of a mutual investmentbased employment relationship, wherein an organization invests in workforce skills and opportunities and, in turn, expects employees to be qualified and motivated to make valuable work-related investments in the organization (Huselid, 1995) . Affective commitment reflects a likely attitudinal consequence of this type of positive mutual social exchange from the perspective of an employee. Organizational citizenship behavior, intent to remain with the organization, and attendance at work (the opposite of absenteeism) likely represent behavioral manifestations of employees' affective commitment to the organization, thereby suggesting relevance of these outcomes to a high-performance HR approach. Second, these behavioral outcomes have been linked to harder measures of performance at higher organizational levelsfor example, organizational citizenship behavior (for a review, see Podsakoff, MacKensie, Paine, & Bachrach, 2000) , intent to remain and turnover (Shaw, Gupta, & Delery, 2005) , and absenteeism (Mason & Griffin, 2003) -thereby suggesting their importance and value in organizations, beyond the individual employee level. Finally, these outcomes represent employee behaviors that are likely to affect performance across a variety of organizational settings; that is, high levels of employee engagement in extra-role behaviors, regular employee attendance, and low voluntary turnover intentions based on affective commitment to an organization are likely to benefit performance outcomes across industries, business strategies, and cultures-all of which points to the generalizability of these outcomes in terms of importance and relevance across many contexts.
Although perceptions are formed and necessarily assessed at the individual level, we focus our theoretical predictions and empirical analyses on the impact of aggregated perceptions of HR practice use throughout a job group on employees' attitudinal and behavioral outcomes, for several reasons. First, some level of consensus in perceptions of HR practices in a collective (e.g., a job group) is likely to reflect a common set of beliefs concerning the nature of the exchange relationship and the cause-and-effect principles governing that collective and is thus likely to be important in eliciting desired outcomes in employees working within that context (Bowen & Ostroff, 2004) . Furthermore, the concern in SHRM theory and research with higher-level performance outcomes requires some consistency in employees' perceptions of and reactions to HR practices at a group level; otherwise, aggregate performance effects of any significance would fail to emerge. Second, given the assessment of perceptions, attitudes, and behaviors at the employee level, a strictly individual-level analysis could lead to a risk of common method variance and thus potentially result in artificially inflated observed relationships among variables; aggregating HR practice perceptions to the job group level using a split-sample analytical approach mitigates this concern (Gerhart, 2008; Ostroff, Kinicki, & Clark, 2002) .
Finally, employee perceptions of HR practices are likely to vary at the job group level as a result of job group-level variance in intended, actual, and perceived HR practice employment (Nishii & Wright, 2008) . Nishii and Wright (2008) argued that intended HR policy is likely to exist at the job group level-reflecting the selection of different HR practices for implementation across job groups (Wright et al., 2001) ; for example, an upper-level manager might determine that salespeople, but not administrative staff, should receive performancebased compensation. Then, given intended HR policy, supervisors who manage at the job group level are likely to differ in whether and how they implement intended practicesthereby reflecting variation in actual HR practice employment (Nishii & Wright, 2008) ; that is, supervisors may fail to implement intended practices or may employ intended practices in a manner that is inconsistent with the intent of the underlying policy. Finally, employees are likely to differ in how they experience and interpret the HR practices with which they and their coworkers are managed , thereby reflecting variance in perceived HR practice employment. Although individual employees form these practice perceptions, a social information-processing approach suggests that work-related perceptions of this nature are filtered through the contextual influences and collective sense-making efforts of the group of employees with whom an individual most often works and interacts (Bowen & Ostroff, 2004; Jacofsky & Slocum, 1988) , which is more likely to include employees in the individual's immediate job group than employees in other job groups or employees who work in other areas of the organization or unit (Salancik & Pfeffer, 1978; Schneider & Reichers, 1983) . Furthermore, in cases in which employees have not had or cannot recall personal experiences with a particular practice, they are likely to rely on the apparent experiences of their coworkers in forming judgments concerning that aspect of their employment relationship. Thus, we focus on the relationships between employees' aggregated perceptions of the extent of high-performance HR practice use in their job groups and individual employee outcomes, while assessing deviations in individuals' attitudinal and behavioral outcomes from job group means in the same model.
As noted, we focus on the employee outcomes of affective commitment, organizational citizenship behavior, intent to remain with the organization, and absenteeism. Specifically, given the principles of social exchange theory (Blau, 1983) , we propose a model in which affective commitment mediates the relationships between employees' perceptions of highperformance HR practice use and employees' organizational citizenship behavior, intent to remain with the organization, and absenteeism. Although managers may have multiple approaches to HR management from which to choose, we are interested here in employees' perceptions of the use of high-performance HR practices across job groups in an organization, given our interest in the present outcomes and our belief that high-performance HR practices are likely to be effective in eliciting these responses from employees; that is, an interest in a different set of employee outcomes would have led us to consider employees' perceptions of other HR approaches as appropriate. Thus, as with approaches in previous research assessing HR practice use (e.g., MacDuffie, 1995; Youndt, Snell, Dean, & Lepak, 1996) , we operationalize HR practice perceptions along a continuum, and we present and test predictions indicating that the employee outcomes of interest will vary with the extent to which employees perceive that high-performance HR practices are employed in their job groups.
High-Performance HR Practices and Affective Commitment
Allen and Meyer's three-component model of organizational commitment (1990) conceptualizes commitment as consisting of three dimensions: affective, normative, and continuance commitment. The model has been supported by factor analyses and by research confirming that the three components relate differently to various antecedents and consequences (cf. Meyer, Stanley, Herscovitch, & Topolnytsky, 2002) . In this study, we focus on affective commitment-or positive affection toward the organization, as reflected in a desire to see the organization succeed in its goals and a feeling of pride at being part of the organization (Cohen, 2003 )-and we do so for several reasons. First, affective commitment has been shown to be affected by employees' work and organizational experiences (e.g., HR practices; Meyer et al., 2002) . Second, affective commitment has been demonstrated to relate strongly and consistently to desired work outcomes, such as low absenteeism and organizational citizenship behaviors (Meyer et al., 2002) , and its role as a key linking mechanism between high-performance HR practices and higher level performance outcomes has been supported by previous research, pointing to its established importance for the SHRM approach (e.g., Gong et al., 2009) .
Specifically, social exchange theory suggests that individuals are drawn to participate and invest in rewarding relationships, after which they become bound to return benefits or favors to their partners in exchange (Blau, 1983) . High-performance HR practices, if implemented effectively, are likely to cause employees to perceive that their exchange relationship with the organization is characterized by a supportive environment based on investments in employee skills, regular unbiased performance feedback, availability of fair and attractive rewards for performance-including compensation and advancement opportunities-and mutual efforts toward meaningful goals (which employees may have helped in developing; Wright, Gardner, & Moynihan, 2003) . In return, employees are likely to feel an obligation to the organization's goals and so develop an affective bond with the organization itselfwhich may be expressed as affective commitment (Cohen, 2003) .
Employees' perceptions of high-performance HR practice use will be positively related to affective commitment.
The Mediated Effect of High-Performance HR Practices on Behavioral Outcomes
We suggest that employees who perceive to be managed with high-performance HR practices are likely to express increased affective commitment toward the organization based on a sort of obligatory reciprocation in their exchange relationship (social exchange theory); employees' increased levels of commitment are then likely to affect important work behaviors, for at least two reasons. First, the attitudinal response of increased affective commitment alone is not likely to provide a balance in the benefits received by each party in the exchange relationship (i.e., the employees and the organization). Some further contribution on the part of employees would be required to level the field, given the relatively large organizational investment and great number of employee benefits associated with a high-performance HR system. Second, employees who are committed to an organization are likely to more naturally behave in ways that reflect this affective bond. In particular, affectively committed employees are likely to act in ways that are in the best interest of the employer-specifically, through demonstrating, in their work behaviors, a personal connection and devotion to the organization's activities and goals (Mayer & Schoorman, 1992; Mowday, Porter, & Steers, 1982) .
Organizational citizenship behavior. Organizational citizenship behavior has been defined as "individual behavior that is discretionary, not directly or explicitly recognized by the formal reward system, and in the aggregate promotes the efficient and effective functioning of the organization" (Organ, 1988, p. 4) . This is distinguished from employees' task performance in that it reflects work activities that do not fall within the realm of formal job requirements (Mayer & Schoorman, 1992) and are not performed on the basis of a motivation to obtain immediate rewards or avoid punishment (Shore & Wayne, 1993) . Thus, whereas previous research has linked high-performance HR practices and organizational citizenship behavior (e.g., Sun et al., 2007) , this relationship likely relies on some intervening attitudinal explanation that does not directly depend on immediate rewards from the organization-such as highperformance HR practices (e.g., extensive training, performance-based incentives)-to increase extra-role behavior. In particular, a high-performance HR-organizational citizenship behavior linkage is likely better explained indirectly, through the impact of high-performance HR practices on employees' affective commitment predicted by social exchange theory. Specifically, as Scholl (1981) suggested, commitment serves to maintain behavioral direction in the absence of rewards. Thus, employees who are committed to the organization are likely to be eager to contribute to the organization's goals and are more likely than others to extend their efforts beyond their required task performance to further the effectiveness of the organization, even if they do not expect to be directly rewarded for this behavior on the basis of formal HR practices. Organizational citizenship behaviors provide a straightforward means for committed employees to make such optional contributions to the firm. For these reasons-in addition to support from previous research demonstrating a positive relationship between affective commitment and organizational citizenship behavior (for a review, see Podsakoff et al., 2000) -we make the following prediction:
Hypothesis 2a: Affective commitment will mediate the positive relationship between high-performance HR practice perceptions and organizational citizenship behavior.
Intent to remain with the organization. Sun et al. (2007) noted that although highperformance HR practices have been empirically linked to retention and turnover (e.g., Batt, 2002; Guthrie, 2001; Huselid, 1995) , the underlying mechanisms of this relationship remain uncertain. Sun et al., relying on social exchange theory, examined service-oriented organizational citizenship behavior as a mediator of the high-performance HR-turnover relationship. However, the authors' explanation relied less on the organizational citizenship behaviors per se and more on employees' affective attachments that led to these behaviors. Thus, relying again on the social exchange perspective, we argue that affective commitment better explains (indirectly) the relationship between high-performance HR practices and employees' intent to remain with the organization.
Given that affectively committed employees under a high-performance HR system are likely to hold deep bonds with the organization and feel both eager and obliged to contribute to organizational goals (Blau, 1983; Cohen, 2003) , they are likely to express an intent to remain that is greater than that of less committed employees, for a few reasons. First, employees can contribute to organizational effectiveness only as they continue their employment relationship; so, a desire to help achieve organizational goals aligns with an intent to remain with the organization. Second, employees are likely to choose to leave an organization when they think that incentives to stay no longer match the contributions they make (March & Simon, 1958) . The desire to leave thus represents a form of withdrawal (Sheridan, 1985) and likely reflects a lack of emotional attachment to the organization and its goals. Thus, we make the following prediction based on the perceived obligations and affective attachments of committed employees in the high-performance HR context, in addition to empirical support for a significant relationship between affective commitment and both intent to remain and turnover (e.g., Angle & Perry, 1981; Mayer & Schoorman, 1992; Ostroff, 1992 ; for a related metaanalysis, see Harter, Schmidt, & Hayes, 2002 
):
Hypothesis 2b: Affective commitment will mediate the positive relationship between high-performance HR practice perceptions and intent to remain with the organization.
Absenteeism. Similar to turnover, absenteeism has been proposed as a form of withdrawal behavior (Sheridan, 1985) . Whereas individual HR practices, such as bonuses for perfect attendance, might directly affect absenteeism, a system of high-performance HR practices more likely influences absenteeism indirectly through affective commitment. For instance, under a high-performance HR system, extremely high levels of absenteeism may directly affect the benefits that employees obtain, but employees who are absent to a moderate extent will still likely be eligible to participate in decision making, complete required tasks, attend available training, and enjoy other benefits of high-performance HR practices. Thus, the immediate rewards provided by a high-performance HR system are not likely to directly account for significant reductions in absenteeism (other than perhaps at extreme levels). Instead, as consistent with the affective bonds and perceived obligations predicted by the social exchange perspective, increased affective commitment is more likely to account for lower absenteeism in high-performance HR contexts. Specifically, employees can contribute to organizational goals only when they are present at work. Furthermore, they can provide their organization benefits (which are likely to be perceived as owed; Blau, 1983) only through their activities on the job. Thus, affectively committed employees' perceived obligations and desires to work toward organizational goals in the high-performance HR context lead us to the following prediction:
Hypothesis 2c: Affective commitment will mediate the negative relationship between highperformance HR practice perceptions and reported absences in the previous year.
Method
Sample and Research Procedures
Data were collected in a large food service organization from employees working in each of 56 self-contained business units, which consisted of up to 10 job categories: administrative, day warehouse, drivers, marketing, marketing associates, merchandising, night warehouse, administrative supervisors, operational supervisors, and sales supervisors. HR directors were asked to administer surveys to a randomly selected group of 20% or more of the employees in their unit. The corporation from which the sample was drawn provides the opportunity for considerable variance with regard to actual HR practice implementation across job groups and business units based on its "earned autonomy" principle, which allows managers within each business unit to manage their various employees as they deem most appropriate. Consequently, employees who work in the same job category but in different business units may be managed with different HR practices, as may those who are working in different job categories in the same business unit.
Measures
High-performance HR practice perceptions. We assessed employees' perceptions of highperformance HR practices using 15 items compiled from previous empirical research in the SHRM literature aimed at improving employees' KSAs (knowledge, skills, and abilities) and motivation and opportunity to perform. Specifically, we tapped into perceptions concerning selectivity in staffing procedures by asking employees about the use of formal selection tests (Huselid, 1995; Way, 2001) , the use of structured employment interviews (Huselid, 1995) , and the general quality of selected job candidates (Combs et al., 2006) for employees in their jobs, given that selectivity in staffing is likely to increase the average level of knowledge and skills held by employees. We assessed opportunities for employee participation by asking about the extent to which employees perceived the existence of formal participation processes (Sun et al., 2007) , implementation of changes based on employee suggestions, fair complaint procedures, and employee autonomy in job design modifications (Huselid, 1995) , namely, because employees who believe that their voice counts in the organization and that they can make a difference with their work are likely to perceive greater opportunity and motivation to make meaningful contributions in the employment context. We measured the use of high-performance compensation practices by asking employees to rate the availability of bonuses based on group and individual performance outcomes (Sun et al., 2007) , meritbased pay raises, and overall high-pay levels for the type of work completed in their jobs (Way, 2001 ) because (a) high pay is likely to attract competent employees and (b) performancebased rewards are likely to increase motivation to perform. Additional practices that we assessed included formal performance evaluations (to increase motivation and aid in development; Huselid, 1995) , regular information-sharing communication (to increase employees' sense of involvement and importance with respect to organizational issues; Combs et al., 2006) , merit-based promotion opportunities (to increase motivation to perform; Huselid, 1995; Sun et al., 2007) , and extensive formal training (to improve skills and abilities and to demonstrate the commitment of the organization to its employees; Combs et al., 2006; Huselid, 1995) .
Twelve items required yes/no responses and asked whether or not each practice existed in an employee's job group (e.g., "Pay raises for associates in this job are based on job performance"); three additional questions were recoded for consistency with this format. A complete list of items used for each measure appears in the appendix.
We created an additive index of HR practice items, resulting in a continuous measure reflecting each employee's perceptions that particular practices from a high-performance HR system were used to manage employees in his or her job group. Then, as noted, we aggregated individuals' HR practice perception indices to the split job group level; that is, we computed the mean of these indices for half the employees in each job group. The use of an additive index is consistent with previous research (e.g., MacDuffie, 1995; Youndt et al., 1996) and with our conceptual arguments regarding the additive nature of the effects of the high-performance HR system (Delery, 1998) . In particular, we contend that each high-performance HR practice is likely to uniquely contribute to the facilitation of a supportive mutual investment-based exchange relationship between a group of employees and their organization. For example, regarding the multiple effects of high-performance compensation practices, an organization's provision of high pay is likely to enhance the skill levels of its workforce, but the provision of pay based on group performance outcomes is likely to improve cooperation in the workplacethus reflecting two unique contributions of pay practices to a supportive exchange relationship.
We employed a referent-shift composition model for the HR practice perception measure, for two reasons. First, we expected HR practice implementation to occur at the job group level rather than the individual level, thereby making the job group (as opposed to the individual) the appropriate referent of the HR construct (Chen, Mathieu, & Bliese, 2004) . Relatedly, in cases in which an employee does not recall a personal experience with a particular HR practice, he or she is likely to rely on the apparent experiences of his or her coworkers when making inferences related to that aspect of the employment relationship. Second, this composition model and the corresponding measurement technique allowed us to test our expectation that employees in a job group share consistent perceptions of HR practice employment (Kozlowski & Klein, 2000) . The HR practice perception index showed good internal consistency reliability (a = .80). Thus, a high score on the HR practice perception index indicates employee perceptions of extensive use of high-performance HR practices. We calculated intraclass correlation coefficients (ICCs) for high-performance HR practice perceptions at the split job group level, given that this was the level to which we sought to aggregate the data. ICCs for the HR practice perception index (ICC 1 = .30, ICC 2 = .86) provided support for our aggregation of employee responses to the split job group level.
Affective commitment. We measured affective commitment using five items that were consistent with items used in previous research (e.g., Meyer & Allen, 1997; Porter, Steers, Mowday, & Boulean, 1974) . Sample items include "I feel a strong sense of belonging to this organization" and "I am willing to work harder to help this company succeed." All the affective commitment items appear in the appendix. Employees were asked to report, on a 5-point scale, the extent to which they agreed with each commitment statement; we then computed a mean commitment scale for each individual by averaging the individual's responses to the five commitment items. Support for combining the commitment items into a single scale is evident in the high level of internal consistency reliability (a = .89).
Organizational citizenship behavior. Six items, which appear in the appendix, were used to assess organizational citizenship behavior. These items were drawn from a large number of potential organizational citizenship behavior items (Podsakoff et al., 2000) based on collaboration on the employee survey between the researchers and the organization. Sample items included "I 'touch-base' with my coworkers before initiating actions that might affect them" and "I willingly share my expertise with my coworkers." Employees were asked to indicate, on a scale from 1 to 5, the extent to which they agreed with each statement. Again, individual scales for organizational citizenship behavior were computed with each employee's mean score on the six organizational citizenship behavior items, as supported by good internal consistency reliability (a = .79).
Intent to remain with the organization. We relied on employees' reported intentions to remain with the organization. Although we realize this is not a true behavioral outcome measure, it does measure an intention to engage in a behavior. In addition, intentions to turnover (or, in this case, the inverse) have been shown to be a strong predictor of actual turnover (Van Breukelen, Van der Vlist, & Steensma, 2004) .
Employee respondents were asked to indicate, on a scale of 1 to 5, the extent to which they agreed with four statements regarding their intent to remain with the organization. Sample representative items included "I plan to spend my career at [this organization]" and "I intend to stay at [this organization] for at least the next 12 months." Item scores were again averaged at the individual level to calculate a single "intent to remain" scale, which was again supported by high internal consistency reliability (a = .83). The four items for this scale appear in the appendix.
Absenteeism. To assess absenteeism, we asked employee respondents to report the number of days they had missed work in the last calendar year.
Control variables.
Because different types of jobs vary in their relative desirability and likelihood of attracting committed, motivated, and diligent employees, we controlled for job category as a fixed effect in our analyses, with sales supervisors as the baseline category. Note that employees are grouped and supervised on the basis of their job categories in this organization such that an employee's job group includes all the employees in his or her job category who also work in his or her business unit.
We included business unit and job group as random covariates in our analyses to account for unmeasured influences on the dependent variables that may be present at those levels. Table 1 presents means, standard deviations, intercorrelations, and alphas among all the variables examined. Given recent recommendations made by Zhang, Zyphur, and Preacher (2009), we tested our model using CWC(M) mediation analysis-that is, centered within context with reintroduction of the subtracted means at Level 2 (Kreft & de Leeuw, 1998 )-based on a 2-1-1 model. Specifically, we accounted for the multilevel nature of our data and model using a group mean-centering approach (as opposed to a grand mean-centering approach) in which group-level means are included in the estimation of the between-group components of the relationships between variables; note that the group-level means are removed from the centered variables that reflect lower-level (individual-level) deviations from group means. The 2-1-1 specification reflects the group-level nature of the independent variable (i.e., aggregated HR practice perceptions) and the individual-level nature of the mediator and dependent variables. We refer readers to Zhang et al. (2009) for a thorough explanation of the CWC(M) approach, including its details and advantages. Briefly, though, a primary benefit of this analysis over grand mean centering is that the CWC(M) method provides unique estimates for the within-and between-group coefficients of the mediator (i.e., the effects), whereas grand mean centering holds these two coefficients equal, thus reflecting an unnecessary constraint and yielding confounded estimates of the mediator's effect on the dependent variable (Zhang et al., 2009) . Figure 1 depicts the general CWC(M) 2-1-1 model (ignoring, for the moment, the As and the B above the boxes). In the present study, Level 2 represents the job group level, and Level 1 represents the individual level. As Zhang et al. (2009) noted, because variance in the independent variable exists solely at Level 2 in a 2-1-1 model, the independent variable can account only for between-group variation in the mediator; thus, we can meaningfully focus on only the between-group mediation effect (i.e., the extent to which job group-level perceptions of high-performance HR practices create variation across job groups in the behavioral and behavior-oriented outcomes of individual employees, through their effect on affective commitment). Note, however, that it is still important to estimate the within-group effect of the mediator on the dependent variables to ensure precision of the overall model estimation (Zhang et al., 2009) .
Analyses and Results
Empirical support for this model would indicate that the Level 2 component of affective commitment mediates the relationship between the Level 2 independent variable (i.e., HR practice perceptions) and the Level 1 dependent variable, even after the effect of the Level 1 component of affective commitment is taken into account.
The A and B designations above the boxes in Figure 1 reflect the split-sample analytical approach that we employed to mitigate concerns associated with common method bias. In particular, boxes designated A reflect variables that we drew from employees in one half of each job group, and boxes designated B reflect variables that we drew from employees in the other half of the job group. We chose this pattern of sample splitting to stack the odds against finding support for our predicted mediated model. Specifically, by drawing the group-centered mediator from the same half of each job group as the dependent variable while drawing the Level 2 mean of the mediator from the other half of each job group, we maximized the variation in the dependent variable likely to be explained by group-centered commitment while minimizing the proportion of variance likely to be explained by the job group mean of commitment (i.e., the operational mediator in this study), thus providing a conservative test of the predicted mediation effect. Hypothesis 1 predicted that employees' perceptions of high-performance HR practices would be positively related to affective commitment. The bivariate correlation in Table 1 shows a correlation of .62 between HR and commitment in the A-B analysis. Table 2 displays the results of the mixed-model analyses in which affective commitment is the dependent variable. The baseline model, Model 1, includes only the job category controls and the job group and business unit covariates. High-performance HR practice perceptions were included as a fixed effect in Model 2. Consistent with the bivariate correlation between highperformance HR practices and affective commitment, high-performance HR practice perceptions were a significant predictor of affective commitment (b = 0.40, p < .001), thereby providing strong support for Hypothesis 1.
Hypotheses 2a and 2b predicted that affective commitment would mediate the positive relationships between high-performance HR practice perceptions and (a) organizational citizenship behavior and (b) intent to remain with the organization, respectively. To test these hypotheses, we used the method suggested by Baron and Kenny (1987) , who suggested that if the independent variable (HR practices) exhibits (a) a significant coefficient when the mediator (affective commitment) is not included in the equation and (b) a nonsignificant coefficient after controlling for the mediator, then full mediation exists. If the regression coefficient maintains significance but is reliably reduced (reduction of the coefficient can be tested with the Sobel [1982] test), then a partial mediating relationship exists.
We used a mixed-model analysis to test Hypotheses 2 and 3, including only job category controls and job group and business unit covariates in Model 1, adding in high-performance HR practice perceptions in Model 2, and estimating the full model with these predictors as well as the Level 2 mean of affective commitment and group mean centered affective commitment in Model 3. As displayed in Tables 3 and 4 , Model 2 presents results of the tests of the relationships between high-performance HR practice perceptions and both organizational citizenship behavior and intent to remain with the organization, respectively. As can be seen in the tables, significant variance in both these variables is explained by high-performance HR practice perceptions (b = 0.24, p < .001; β = 0.28, p < .001, respectively), thus satisfying the first requirement for mediation for these two dependent variables. As already noted, high-performance HR practice perceptions were significantly related to affective commitment, satisfying the mediation requirement that the independent variable predict the mediator.
In Tables 3 and 4 , Model 3 presents the results of the final step of our mediation analysis. As reflected by the significance of the HR practice perception coefficient in Model 3 in Table  3 (b = 0.05, p < .05), affective commitment does not completely mediate the relationship between HR practice perceptions and organizational citizenship behavior. However, a Sobel test demonstrates that partial mediation does occur (t = 6.81, p < .001), with affective commitment mediating 68% of the total effect of HR practice perceptions on organizational citizenship behavior, thus reflecting partial support for Hypothesis 2a. As the lack of significance in the HR practice perception coefficient (b = 0.00) in Model 3 of Table 4 demonstrates, affective commitment completely mediates the relationship between HR practice perceptions and intent to remain with the organization, thus providing full support for Hypothesis 2b.
Hypothesis 2c predicted that affective commitment would mediate the negative relationship between HR practice perceptions and absenteeism. Because absenteeism was an overdispersed count variable, we employed negative binomial regression with a log link to test predictions concerning this outcome. To test Hypothesis 2c, we included job category controls, in addition to job group and business unit as subject identifiers (clustering), to account for the multilevel data structure in our baseline model (Model 1); we also included HR practice perceptions as a predictor in Model 2, and we added Level 2 affective commitment means and group meancentered affective commitment in Model 3. The results for these analyses appear in Table 5 .
As can be seen in Models 2 and 3 in this table, HR practice perceptions are a significant predictor of absenteeism both before and after affective commitment is included in the estimated model (b = -0.19, p < .001; b = -0.13, p < .05, respectively), reflecting a lack of support for full mediation of HR perception-absenteeism relationship. Furthermore, affective commitment is not a significant predictor of absenteeism in Model 3 (i.e., when included in the model with HR practice perceptions), thereby suggesting that partial mediation does not occur. Thus, we find no support for Hypothesis 2c.
Discussion
The primary purpose of this study was to explore the relationship between employees' perceptions of the use of high-performance HR practices at the job group level and important attitudinal and behavioral employee outcomes. Specifically, substantial evidence based on previous empirical work in the SHRM realm supports the relationship between highperformance HR practices and organizational performance, and a smaller amount of evidence based on more recent studies has begun to point to a link between high-performance HR practices and employee outcomes; however, both these streams of work have largely depended on the use of managerial reports of HR practice use. As discussed earlier, a variety of reasons explain why managers' reported HR practice use may not relate in expected ways to desired employee outcomes (Bowen & Ostroff, 2004; Nishii & Wright, 2008) . As such, an examination of the role of employees' collective perceptions of HR practice use in determining positive outcomes represented an important need in the SHRM literature and, thus, a key contribution of the present study. To address this need, as well as recent calls in the literature, for studies assessing outcomes of employees' HR practice perceptions and for additional empirical work assessing the proximal outcomes of high-performance HR practices, we developed and tested a model based on social exchange theory in which affective commitment mediates the relationship between employees' collective perceptions of high-performance HR practice use and organizational citizenship behavior, intent to remain with the organization, and absenteeism.
In general, our findings support our predictions: Employees' collective perceptions of high-performance HR practice use are positively related to affective commitment, organizational citizenship behavior, and intent to remain with the organization and negatively related to absenteeism. Furthermore, affective commitment partially mediates the relationship between high-performance HR practice perceptions and organizational citizenship behavior, and it completely mediates the relationship between high-performance HR practice perceptions and intent to remain with the organization. Contrary to our expectations, affective commitment does not mediate the HR practice perception-absenteeism relationship, nor is it a significant predictor of absenteeism when HR practice perceptions are included in the model.
In addition, the empirical support for our model reflects the importance of employees' aggregated perceptions of HR practices as they are employed throughout a job group above and beyond the individual-level mechanisms through which HR practices may affect Table 5 Results of Negative Binomial Regression Analyses Predicting Absenteeism individuals' outcomes. In particular, aggregate affective commitment mediates the impact of aggregate HR practice perceptions on individual-level organizational citizenship behavior and intent to remain with the organization-even after the effects of individual-level deviations in affective commitment on these dependent variables are taken into account, thus pointing to important implications for research and practice. From a theoretical perspective, our findings represent a departure from most existing SHRM research in this vein. Specifically, empirical work in this area has tended to treat the employee outcomes of HR practices as employees' responses to consistently implemented, predetermined management techniques (for an exception, see Liao et al., 2009) . However, the current findings suggest that employees' perceptions of and reactions to HR practices may in fact be influenced by the perceptions and apparent experiences of their coworkers as well-thereby pointing to a need for SHRM scholars to focus on employees' aggregate perceptions of HR practice use throughout a job group. Consequently, whereas a reader of traditional SHRM research might conclude that effective HR policy is essential in eliciting desired aggregate outcomes, the current findings suggest that a group of employees' individual outcomes are likely affected by the way that the individuals in the group perceive the group to be managed as a whole.
From a practical standpoint, our findings point to the need for organizations to move beyond a focus on the effective design or selection of an HR system, to include an emphasis on consistent implementation of and communication about HR practices. The results of our study indicate that employees' perceptions about the management of their job group likely affect individual-level attitudinal and behavioral outcomes, thereby suggesting that to maximize the positive effects of an HR system, managers should employ HR practices consistently across a job group and ensure that all employees are aware of the practices in use.
Several strengths of our study enhance the contribution of this research to SHRM literature and practice. First, we included attitudinal and behavioral outcomes of high-performance HR practice perceptions in a single model. This component of our study extends the SHRM literature in two ways. First, the examination of these employee outcomes addresses recent calls in the literature for additional empirical work on more proximal relationships in the HR-performance chain (e.g., Becker & Gerhart, 1996; Takeuchi et al., 2009; . In particular, we demonstrated significant relationships between employees' HR practice perceptions and affective commitment, as well as three important behavioral outcomes-namely, organizational citizenship behavior, intent to remain with the organization, and absenteeism-which are likely to have important performance implications across a variety of organizational contexts. Second, by examining the relationships between attitudinal and behavioral outcomes, our study informs the field's understanding of the causal chain by which high-performance HR practices are likely to have an impact. Based on a sequence consistent with social exchange theory, our findings suggest that employees' perceptions of high-performance HR practice use likely affect employees' behaviors to at least some extent through their effect on an important attitudinal outcome-that is, affective commitment. This is significant: Whereas previous work in this area has acknowledged the importance of social exchange processes in the sequence by which HR practices affect employee behaviors, to date, little if any work has theoretically and empirically addressed the role of attitudes in creating the context necessary for desirable behaviors to consistently emerge from the implementation of a high-performance HR system. In light of this consideration, our findings point to an interesting question with regard to organizational citizenship behavior and absenteeism. As noted, affective commitment partially mediated the relationship between HR practice perceptions and organizational citizenship behavior, although it mediated a large portion of this relationship (68%); it did not mediate the relationship between HR practice perceptions and absenteeism. Thus, it is likely that one or more alternative explanations, independent of social exchange theory, provide the basis for a portion of the influence of HR practice perceptions on organizational citizenship behavior and for the entire impact of HR practice perceptions on employees' absenteeism. Although employees' perceptions that high-performance HR practices are in use could translate directly into beliefs that performing extra-role behaviors and limiting absences from work will lead to better rewards, an interesting avenue for future research would be to investigate whether this is the case or if perceptions of HR practices work more indirectly, through some other attitudinal mechanisms (other than affective commitment) to affect organizational citizenship behavior and absenteeism. Attitudes can be conceived as having cognitive, affective, and intentional components, and it may be that the cognitive mechanisms account for variance beyond the affective components. For example, practices such as gain sharing (which we could not measure) may not increase affective commitment, but they still might incent employees to exhibit citizenship behavior. In addition, bonuses for attendance could similarly affect attendance behavior without doing so through commitment. The importance of this question is based on the rationale that prompted this study: that attitudes are likely to precede and predict behaviors (Ajzen & Fishbien, 1980) , thereby suggesting that behaviors' attitudinal antecedents are important points of focus and measurement.
Another critical strength of the present study was the use of a multilevel approach with consideration of relationships at the job group and individual levels. Specifically, by considering HR practice perceptions at the job group level, we captured important variance in this variable based on a relevant organizational boundary that acknowledged the contextual influences affecting the formation of perceptions at the individual level. Furthermore, by considering proximal outcomes of employees' aggregate HR perceptions, we were able to demonstrate the following: Although individuals develop their own exchange relationships with an organization, choosing and enacting their work behaviors accordingly, they develop these relationships and enact these behaviors in the presence of coworkers with whom they are likely to share frequent experiences and interactions-thus, the interpretations, attitudes, and decisions among employees in the same job group are likely shaped by similar influences and thus exhibit some level of consistency. Our findings reflected this logic: Although individuals' differences in affective commitment significantly predicted their behavioral outcomes, the job group mean of affective commitment fully mediated the relationship between aggregate HR perceptions and both individual organizational citizenship behavior and intent to remain with the organization, even after accounting for these effects-thus demonstrating the importance of identifying and accounting for the appropriate contextual effects in the study of HR practices and outcomes.
As with most research, the results of this study should be interpreted with consideration of several limitations. First, the cross-sectional nature of the study does not allow for any conclusions regarding causal relationships. Employees were asked to report their perceptions of current HR practices and present levels of affective commitment, intent to remain with the organization, and organizational citizenship behavior. Absenteeism measures were based on employees' self-reported number of missed workdays in the previous calendar year. Although the analyses show that our proposed relationships exist with the cross-sectional data set, we are not able to claim a causal relationship from these results. Future research would benefit from testing the present study's model within a longitudinal design.
Second, the study relied on employee self-reports of employee outcomes. More accurate reports of organizational citizenship behavior and absenteeism might have been obtained through departmental records or managers; however, we were unable to obtain departmental or managerial reports for these variables.
Third, we did not empirically examine the antecedents of variability in employees' perceptions of HR practices. Although we emphasize the likely importance of consistent and effective HR practice implementation in shaping employees' HR practice perceptions, empirical work is needed examining the relative significance of potential antecedents.
Finally, the high-performance HR practices that we included in the study were not entirely representative of previously studied high-performance HR systems. For example, because of restrictions imposed by the organization, we were unable to question employee respondents about gain sharing or profit sharing, given that such questions could prime employees to later question why such practices did not exist within the organization. However, as previously noted, the HR practices that we did include were consistent with the core elements underlying a high-performance HR system and with our review of previous research in this area.
Overall, we believe that this study's strengths and contribution to the SHRM literature and practice outweigh its limitations. First, we demonstrated the importance of employees' perceptions of the HR practices used to manage their job groups in predicting attitudinal and behavioral outcomes-an oversight in the majority of previous SHRM research. Second, we shed light on the relationships between attitudinal and behavioral outcomes in the high-performance HR context-a set of relationships that previous work in this area had left vague or unspecified. Third, we presented findings that suggest a variety of fruitful areas for future research in the SHRM realm, including the controllable and uncontrollable determinants of employees' HR practice perceptions, the affective mechanisms by which high-performance HR practices affect absenteeism, and other attitudinal and behavioral outcomes potentially affected by HR practice perceptions and important to higher-level organizational performance outcomes. We are hopeful that future SHRM inquiry will acknowledge and attempt to inform the gaps between organizations' HR policies and employees' HR practice experiences and perceptions; employees cannot willfully respond to practices they do not perceive.
Appendix: Items Used for All Examined Variables
High-Performance Human Resource Practice Perceptions 1. Applicants for this job take formal tests (paper and pencil or work sample) before being hired. 2. Applicants for this job undergo structured interviews (job related questions, same questions asked for all applicants) before being hired. 3. Associates in this job are involved in formal participation processes such as quality improvement groups, problem solving groups, or roundtable discussions.
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